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The OGE experience.
Innovating administration
to foster business activity
Changes in the age structure of the population, migration, progress
of ICT, globalisation of the economy etc. require public
administration to reinvent itself, to innovate to perform services
required by society at any time and to do so in the most effective
and efficient way possible while ensuring quality standards.
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The setting
Public administration is a great service provider.
Services have some features distinguishing them
from products, such as differing performance, ex-
piry and the link between production and con-
sumption, which make it more difficult to set
measurable targets allowing their later assess-
ment, both in quantitative and qualitative terms.
Besides, organisation members are the key to
services because they are in touch with the citi-
zens and can offer the service in the best way
possible at any time.
The raison d’être of public
administration has to be to meet 
the needs of citizens.
Public administration currently acts according to
principles of budgetary restriction meaning «to do
more with the same resources». Since the re-
quirements of society are not decreasing but our
society is changing instead, our needs have noth-
ing to do with those of our grandparents. There-
fore, changes in the age structure of the popula-
tion, migration, progress of ICT, globalisation of
the economy etc. require public administration to
reinvent itself, to innovate to perform services re-
quired by society at any time and to do so in the
most effective and efficient way possible while
ensuring quality standards.
The concept of innovation is sometimes associated
to e-administration. The latter is a crucial tool but
not the only one public administration has for
providing its services in a more innovative way.
According to the last Global Competitiveness Re-
ports of the World Economic Forum, it is proven
that top countries with an open and efficient
public sector and readiness for e-administration
are also those with the highest economic per-
formance and competitiveness. Therefore, the
existence of this strong link between competitive-
ness, innovation and quality of public administra-
tion in a country means that it is indispensable to
have a better administration in the globalised
world to create new companies, generate new in-
vestment and have competitive and innovating
companies.
Customer orientation
Although innovation has to be the essence of our
administration, it needs to be clear that it is not a
goal in itself but we innovate to provide services
fitting best the citizens’ needs when they require
them. A clear citizen-minded orientation of pub-
lic policies is therefore necessary.
The raison d’être of public administration has
to be to meet the needs of citizens, offering full,
easily accessible services, either personally or
through other channels, no matter the unit ren-
dering the service. To do so, a methodology sys-
tematising information collection related to citi-
zens needs to be implemented, which shall
allow to:
Know and even anticipate needs. That is, public
administration needs to be proactive, able to offer
services even before they are requested.
Identify the variables and metrics determining
the perception of the service by citizens.
Define the position of public administration as
to such needs. Knowing the needs of citizens will
not always mean that public administration will
have to provide a service to suit them. It needs to
take a position, i.e. to decide if its action is able to
add value or the market can provide the same
service under better conditions.
Shape services according to previously identi-
fied needs and the position as well as set the tar-
gets of public action.
Render it in the terms it has been set out and
ensure maximum homogeneity in its delivery. To
do so, participation of the organisation staff is
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paramount, but so is standardisation, homogeni-
sation and simplification of processes as well as
multichannel delivery.
Assess how public policies are implemented
from different viewpoints: meeting planned tar-
gets, cost-benefit analysis of service delivery,
service quality, suitability of delivered services for
previously identified needs, etc.
Reshape services according to observed differ-
ences between targets and assessment results, i.e.
feedback.
Implementinig such a methodology means
adopting, among others, the following values:
Public administration creates value out
of its employees
In organisations, knowledge lies with people. This
is a potential the organisation has and it is only
valuable if it is used correctly, so it needs to be
identified (knowledge maps). Using knowledge
means to share it and thus to increase its imple-
mentation potential.
As knowledge is being used, it will be taken over
by other people, thus enriching the organisation
in two ways:
There are more chances for implementation as
more people have knowledge.
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Although innovation has to be the essence of our administration, it needs to be clear that it is not a
goal in itself but we innovate to provide the most adequate services.
Knowledge is not static, it grows, becomes big-
ger, as it is used to generate more knowledge to
take decisions and to innovate, i.e. to adapt to
changing needs of society, to offer more and bet-
ter services with the same resources.
The other basic point for an organisation to be
able to exploit its knowledge is to create the right
working climate to allow this «latent» knowledge
to spread, be shared and generate new knowl-
edge, thus allowing to plan actions and anticipate
problems.
Introducing e-administration means
increasing citizen participation
in shaping services.
This working climate will be achieved if organisa-
tional changes are made to develop new working
and communication spaces, a new system of val-
ues to the organisation rewarding exchange and
implementation of knowledge. People need to
have tools allowing this knowledge to spread,
mechanisms need to be in place to practise learn-
ing by doing, i.e. learning from past experience
and errors.
There are even organisations fostering «making
errors» as they feel that the only way to make
progress or to innovate is run risks and try. It is
possible that most trials end in complete failure,
but it will serve to learn from it in a very useful
way so the next trial may be successful.
The cultural change and new values an organisa-
tion eventually may instill will be crucial to have
its members ready to apply their knowledge in
decisions affecting the organisation and innova-
tion of services, processes, working and organisa-
tion methods etc. As states Juan José Goñi, the
feeling of belonging to an organisation or a proj-
ect varies from person to person.
There may be a general feeling of belonging but
everybody has a specific degree of linkage, the so-
called emotional contract, which has different levels
and thus generates different degrees of involve-
ment or participation in the organisation.
If involvement or the emotional contract is poor, in-
novation will not come about.1
E-administration makes closer and
leaner administration possible
Introducing e-administration means, among oth-
ers:
To improve the service for citizens as they can
be offered for a longer time (24 hours), suiting
their specific needs and reducing time and costs
Collaboration between different administrations
as to both exchange of information (cross-opera-
tivity) and rendering crossover services, focused
on the beneficiary instead of the provider
Organisational innovation: processes need to be
innovated, i.e. the way of providing services
needs to be «reinvented» to be simpler and more
efficient
To increase participation of citizens in setting
out services as ICT allow to have lean, quick and
reliable tools to obtain information on their needs
and expectations, i.e. there is a need to drive for
e-governance
Towards a more effective, efficient,
transparent and result-oriented public
administration
Public administration needs to meet the citizens’
needs, for which it has limited resources so it has
to define very precisely the goals to achieve with
its scarce means in the most efficient way possi-
ble. Innovation is again crucial here, since the
best service is not always the most expensive one
but often that satisfying the citizens’ needs in the
most efficient way without having to increase ex-
penditure but innovating the service delivery
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process by making it simpler, easier and more
transparent for citizens.
A fairly clear example is overregulation in ad-
vanced societies, which develop a constant de-
mand for new legislation to safeguard given in-
terests (environment, workers’ rights etc.). New
demands have often added to existing legislation
without any previous analysis on whether already
existing rules still were necessary when develop-
ing new ones, either because the risk or problem
the rule aimed at has disappeared or because it
has changed. In any case, the final result is a
highly complex statutory framework difficult to be
complied with by citizens.
Under such circumstances, considerable efficiency
benefits for providing public services can be ob-
tained if bureaucratic procedures with no value
for economic activity are deregulated and elimi-
nated. If they cannot, simplification of steps to
follow and documents to produce will increase
efficiency and effectiveness, as will standardisa-
tion of processes to have homogeneous services
and procedures all over the territory.
We will now explain the latest experience at the
Government of Catalonia in this domain, allow-
ing innovation through implementing new work-
ing methods in relating to citizens, more precisely
to companies.
The Government of
Catalonia case: innovation
in reducing bureaucracy
On 13 February 2007, the Catalan government
approved the creation of a taskforce to simplify
administrative procedures and legislation affect-
ing companies in Catalonia. The aim of this task-
force was to reduce unnecessary costs and sup-
press obstacles to business adaptability and
innovation in order to contribute to economic de-
velopment and defend public interest.
The taskforce was shared by the Presidential De-
partment and the ministries of Innovation, Uni-
versities and Enterprise, Economy and Finance,
Governance and Public Administration, Town and
Country Planning and Public Works, Agriculture,
Food and Rural Action, Employment and Envi-
ronment and Housing.
The taskforce interviewed business organisations
(Chamber of Commerce of Barcelona, PIMEC,
Foment, ACECMA and CECOT), environment
and public administration experts and the Cata-
lan ministries responsible for administrative pro-
cedures affecting companies.
These interviews as well as working documents
by these experts and organisations produced a
set of issues of big concern. These initiatives
were broken down into two action types: specif-
ic actions (affecting a specific procedure or
process) and general actions (proposals affecting
especially a working method). It was stated that
not creating a new unnecessary administrative
burden (ex ante actions) was as important as re-
ducing or eliminating the already existing (ex
post actions).
Another general aspect related to the need of re-
ducing the amount of documents public authori-
ties required from citizens, i.e. to comply with the
Law 30/1992 on not asking for information al-
ready at their disposal. Another general request
was to rationalise and reduce information public
administration demanded from companies for
statistic purposes.
As a result of this work, the Government ap-
proved a set of 48 measures on 17 July 2007 to
ease procedures for economic and business activ-
ity and to simplify their relations with public ad-
ministration. These 48 measures affected 204 spe-
cific procedures. Some of them were directly
implemented upon approval of the agreement,
others required to be developed in an according
legal rule, while others were to be implemented
within two years according to the deadlines spec-
ified in the agreement.
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The proposed measures are divided into four ac-
tion groups:
Ex ante actions. Their purpose is to ensure that
future legislative production does not cause any
unnecessary burden to economic activity. 4% of
measures belong to this group.
Simplification and deregulation. Actions en-
visaging the reduction of bureaucracy without
any public value for the process. It encompasses
basically declarations, data communications and
later control of activity. Most proposed measures
(58%) belong to this group.
A procedure that involves producing
documents will hardly be able to
become electronic.
Proposals for elimination. Elimination of a
procedure is proposed when it is considered that
it has no public value and represents an unneces-
sary burden for business activity. 2% of measures
are actions to eliminate procedures.
E-administration. Actions whose aim is to ren-
der more efficient and better public services by
using ICT. 36% of measures belong to this kind
of action.
The Government of Catalonia has developed over
time a legislative body regulating the different ar-
eas linked to economic activity. Regulation has
allowed to follow shared public purposes, im-
prove social standards and protect the environ-
ment while having an impact on different eco-
nomic players. The perception of our
development model has not changed so far, but
the need has come up to meet the same targets
in a more efficient way, minimising the adminis-
trative cost of rules.
As time passes and the overall setting changes,
some administrative regulations may lose their
original public purpose. Public administration
therefore needs to review regularly its actions to
terminate those processes not serving any public
purpose anymore.
Besides, processes that are maintained need to be
reviewed to adapt their administrative manage-
ment to effectiveness and efficiency requirements
imposed by rules on public administration activi-
ty. To put it simple, it could be said that public ad-
ministration can act to check that citizens and
economic players comply with valid legislation by
means of two models:
A simple model based on declarations of the
entitled person followed later by the verification
of the correctness of declared data and the con-
trol of regulatory compliance. This model is based
on the responsibility taken by entitled persons in-
tervening in the process.
A complex model, when the impact of activities,
facilities etc. on the medium, people or goods
strongly recommends to check compliance with
rules before the start of the activity. These
processes cannot be concluded upon the first
contact and require explicit administrative autho-
risation and previous control of the activity.
According to the experience gathered in adminis-
trative simplification, the simple model with later
control, based on communication and declara-
tion, allows to reduce the burden for citizens and
companies.
The simple model is divided into two stages. In
the first one, the person doing the activity sub-
mits the documents proving compliance with leg-
islation and public administration checks the doc-
umentation and gives notice upon the first
contact. This stage is the one applied by the Busi-
ness Management Office (OGE), formerly the
Unified Management Office (OGU), in processes
it has been dealing with for fifteen years.
The creation of the OGU was a totally innovative
idea at that point as it brought together process-
ing and sometimes even the resolution of a set of
procedures that had to be done at different places
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until then. Time and money saved by OGU
clients was therefore apparent. ICT now allow to
go and innovate further, so companies and pro-
fessionals can do their paperwork from home
without having to go anywhere else. This opens a
new margin to save time and money. For this step
to become possible, a previous task needs to be
done, which is to simplify and standardise
processes. A procedure that involves producing
several documents, most of them certified, will
hardly be able to become electronic. So despite
having the necessary tools to do electronic proce-
dures (e.g. electronic signature, electronic forms,
electronic notice, payment bridges, electronic en-
try records), those available to our clients will
hardly increase in number without previous sim-
plification.
The time a company devotes to
providing public administration with
data, completing forms, collecting
documents etc. needs to be reduced.
The modus operandi of the taskforce implementing
measures to simplify administrative procedures
and the regulation affecting companies in Catalo-
nia was thus aimed at bringing creativity into
public administration and thinking of formulas
sparing the entitled person to produce docu-
ments proving compliance with legislation, either
because public authorities are already in posses-
sion of them and can check them or because they
«trust» the company and can verify it later by
means of inspections.
One of the novelties introduced by the decree to
eliminate paperwork and simplify procedures to
facilitate economic activity are responsible decla-
rations.2 Submitting a responsible declaration al-
lows the bearer of business activity to just declare
that they have the requested documents and in-
volves entitling public authorities to duly verify it
by electronic or physical means. By applying this
to procedures related to economic activity we
achieve:
To avoid submitting documents and thus reduce
the bureaucratic burden for companies
To have the procedure ready to implement elec-
tronic processing after, thus avoiding unnecessary
trips in the future
It is made clear that the bearer of business ac-
tivity is responsible for complying with regula-
tions and engages not only to take up activity but
also to comply with legislation during the whole
activity
Non-compliance with regulations or providing
false data as to compliance is an administrative
offence according to specific legislation
The effectiveness and efficiency of public ad-
ministration is improved as it can set aside docu-
mentary review without any added value in rela-
tion with the start of the activity, concentrating
on inspections that yield more added value for
the life span of the activity in order to ensure
compliance with the set conditions and thus the
protection of public welfare.
This model can obviously not be applied to all
processes but to a great majority. The simple
model also allows public administration and enti-
tled persons to communicate by electronic
means.
The implementation of the aforementioned de-
cree will thus serve three basic purposes:
First, to eliminate procedures considered of no
public benefit, by which a considerable reduction
of the administrative burden for citizens and
companies is achieved.
Secondly, to simplify many administrative pro-
cedures and have them solved upon the first and
only contact with the applicant, called resolution
at the procedure frontdesk in the decree. The decree
allows that a big amount of mandatory adminis-
trative procedures can be solved upon applica-
tion. This allows a realistic introduction of elec-
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tronic procedures. Without a high degree of sim-
plification no progress of e-administration is pos-
sible.
Thirdly, to set up the relational model between
companies and the Catalan government. This
model is to integrate services and allow that com-
panies deal with public authorities at the lowest
cost possible. This administrative cost is calculat-
ed in two magnitudes: time and space. On the
one hand, the time a company devotes to provid-
ing public administration with data, completing
forms, collecting documents or retrieving infor-
mation on what to do needs to be reduced. On
the other, the distance a company needs to cover
to deal with public administration needs to be
shorter: availability of the Business Management
Office network, which appears as the service
frontdesk for companies, and use of IT to bring
public administration closer to company head-
quarters.
This decree is obviously just an initial step that
proves that despite a restrictive legal framework
there is always room for creative innovation and
flexibilisation. It also allows to further reduce
hurdles to economic activity and simplify value-
less bureaucratic processes, setting the minimum
standards to introduce significant improvement
by moving towards electronic processing.
It is clear that the challenge public administration
has ahead is to make further progress in neces-
sary reform and modernisation to bring about the
cultural change that allows us to provide better
services to citizens and companies.
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Notes
1. For more information cf. GOÑI ZABALA, J. J. «No hay innovación sin contrato emocional para el futuro». In: Infonomia, 58.
2. Responsible declarations are comparable to «declarations of compliance with legislation», widespread in Europe. For instance, it is
common that equipments and facilities subject to industrial safety regulations have to be labelled CE, so to legalise these facilities a
declaration of CE compliance needs to be produced.
The University and Research Funding Manage-
ment Agency (AGAUR) was created in 2001 to
manage aids and grants for students, researchers
and organisations, with the explicit aim of mo-
dernising administration and making it more fle-
xible. From the very beginning, management was
envisaged to be based on state-of-the-art techno-
logies, especially in the intensive use of IT, and
the possibilities offered by the legal format of an
agency as compared to classical administration, a
longstanding concept in advanced European
countries.
At the heart of management lies the Funding
Management Back-Office (BOGA), a computer
application including the main operations to ma-
nage calls: electronic admission of applications
through web or PDF forms, file processing, eva-
luation of research applications (through peer re-
view, for which evaluators from all over the world
intervene by electronic means), statistic data col-
lection and subsidy payment (already processed
electronically). There is also progress to facilitate
the follow-up of the file status on the internet.
However, as long as electronic ID of citizens is
not common as an alternative to hardcopy signa-
ture, it will not be possible to unfold all BOGA
potentialities.
The effort to simplify bureaucracy is remarkable.
Information on funding is formally posted on the
announcement board, with a copy on the website
and an electronic alert system for beneficiaries.
Requirements for calls are verified, if possible, by
consulting public authorities owning data (Cata-
lan government, universities, city councils, tax au-
thorities etc.) to spare the applicant with paper-
work. AGAUR fully participates in the PICA
project by which all databases of the Catalan go-
vernment shall be linked with each other. If this
is not possible, documents only need to be pro-
duced after concession, thus avoiding unneces-
sary efforts for those who are eventually denied
funding. In especially problematic cases (e.g. fun-
ding for third country citizens), provisional reso-
lutions are passed before applicants can prove
faithfully their identity once they arrive.
Complete information on all activities with inte-
grated consultation tools on the web facilitate the
one-stop concept for consultation and manage-
ment.
Time and paperwork shall thus be spared to ap-
plicants while reducing management time and
payment deadlines, without forsaking accuracy
during the process and security for citizens provi-
ded by legislation.
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Advanced technology 
to bring administration closer
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